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ABSTRACT 
Business Process Re-engineering (BPR) has been a very popular topic in the 
past five to six years. In US, many organisations have made use of this BPR technique 
successfully to sharpen and improve the organisational performance drastically. 
Nonetheless, there are also cases that some organisations have not achieved desirable 
results after carrying out similar BPR exercises. 
In Hong Kong, BPR projects have already been seen in some large 
organisations like Hong Kong Telecom, KCRC, Hong Kong Polytechnic University, 
etc. In the past few years, China Light and Power has also carried out a series of 
corporate changes and there have been BPR projects being planned and implemented 
in various scales at different departments. In this paper, the case of one of the BPR 
project recently implemented in the Asset Creation Team of CLP is studied. 
With the intention to understand the effectiveness of this BPR project, a 
detailed analysis has been made on this case as compared with the basic BPR 
principles and previous experiences of some other organisations. On the other hand, 
an employee survey has also been conducted to understand their overall perception on 
the BPR project. From the analysis and survey findings, it is concluded that there are 
many factors influencing the results of a BPR project, which include top management 
commitment, the composition of BPR team, the process of conducting the BPR 
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project, the recommended changes, the implementation process, organisational and 
personal culture, impact on employee due to the changes, etc. Amongst these factors it 
appears that the mentality and momentum towards change of those employees 
working in the organisation being changed contribute most to the success of the BPR 
project. 
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CHAPTER I 
INTRODUCTION 
China Light and Power Co. Ltd. (CLP) is one of the power utilities in Hong 
Kong and is responsible for the electricity supply for Kowloon, New Territories and 
most of the outlying islands. In the past few years , the company has planned and 
implemented a series of organisational re-structuring and business process re-
engineering (BPR) exercises, aimed at improving the overall operating efficiency and 
cost-effectiveness of the company. 
The Asset Creation Team (ACT), which is responsible for the planning, 
engineering and project management for all the transmission system projects, has 
recently completed a business process re-engineering exercise. The aim ofthe exercise 
is to re-design the organisational structure and the working processes within so as to 
greatly enhance the overall efficiency and effectiveness of the department. Having 
carried out a detailed study, a new organisational structure has then been proposed and 
implemented. The original and the newly implemented organisational structure are 
illustrated on the organisational charts as attached in Appendix 1, 2 and 3. 
It is identified that the previous structure, which groups people by function, 
involves a large number of staff whose output needs to be coordinated. Also, the 
process of the entire project implementation involves too many hand-offs. In other 
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words, there are too many passing-offs of information from one party to another, 
which makes cycle time difficult to control and results in an inflexible process. 
Besides, many staffbecome too specialised in their particular areas under the previous 
structure. As such, a new matrix organisational structure is proposed. The new 
structure mainly composes of two components : Home base and Project teams. Home 
base managers are responsible for engineering standard and procedures, staff 
development, contract management, etc., whereas Project managers are responsible 
for the costs, quality and timeliness of the projects. As suggested by the BPR team, the 
new structure is centered on the project output and promoting customer focus. It also 
enables simpler and faster project process improvement cycle within project team, 
easier control of performance of people and overall project, and effective allocation of 
resources. 
In this paper, the effectiveness of this BPR exercise will be studied. In the 
earlier section, academic theories of BPR and other previous research studies 
regarding this aspect will be discussed. This section will give us a background on the 
basic principles of BPR, what are the most important ingredients involved, what are 
the common obstacles faced by those organisations which have been conducted 
similar BPR exercises, how Chinese culture affects the result of BPR being employed 
in Chinese community, etc. 
Having established the academic platform, the BPR project being studied will 
be delineated in details. Background, urgency for change, approach, relevant issues 
and problems, recommendation and implementation plan for the BPR project will be 
illustrated. Afterwards, analysis will be made on each components of this BPR project 
such as management commitment, the composition of BPR team, the project process, 
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the recommended new matrix organisational structure, etc. as compared with the 
theories and arguments put forward by various gurus and researchers in this area. 
In addition, an survey on employee's perception on various aspects of this 
BPR project has also been conducted. The survey findings on how employees 
generally feel about the corporate change strategies, the organisational and personal 
culture, work organisation and operating efficiency, and impact on the employee due 
to the change will be discussed in later section. Based on all the aforesaid analysis and 
survey findings, suggestion for improvements for future BPR project to be conducted 
within the company and for the current implemented matrix organisational structure 
will then be made. Lastly, the overall effectiveness and its underlying factors of this 
BPR project will be concluded. 
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CHAPTERII 
RESEARCH METHODOLOGY 
Business process re-engineering (BPR) has been one of the most popular 
topics regarding organisational development in the past five to six years. In US and 
other Westem countries, the BPR technique has been applied to many organisations 
and reportedly quite a lot of organisations have made drastic improvement in 
performance, while some others have not. In Hong Kong, there are also some 
organisations, in particular those large scale one, using this BPR technique to sharpen 
their organisational structure and improve the overall cost-effectiveness. 
The main theme ofthis case study is to analysis how a local organisation apply 
this Westem originated BPR technique with the intention to achieve the same drastic 
performance improvement as those successful cases 
Basic Scope ofthe Study 
The basic scope of the study is concerned with a recent BPR project conducted 
in the Asset Creation Team in CLP. The study will focus on the following areas: 
i. The process ofhow CLP carries out BPR project. 
ii. Top management commitment. 
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iii. The recommended change in organisational structure in organisational 
development perspective. 
iv. The cultural influences on BPR project being carried out in local community. 
V. The impact on employee due to the change 
vi. The overall effectiveness and its influencing factors ofthe BPR project. 
Basic Approach 
The basic approach used for data collection and fact finding is a combination 
of an opinion survey by questionnaires and other indirect fact finding channels. With 
the survey primary data and information about employee's perception, feeling and 
response towards the BPR exercise and its outcomes are obtained. The respondents 
are targeted to be staff of ACT at all levels. Data and information collected are 
reviewed in the context oftheir contribution to the understanding ofthe situation and 
the process, and also their relevance to those questions put forth above. 
The approach ofdata collection by survey is supplemented with a combination 
of archival documents review and informal discussions with various employees in the 
Asset Creation Team as well as other parties of CLP which are closely linked with the 
ACT. The following lists some typical topics discussed. 
i. What do they feel about the BPR exercise and the overall corporate changes? 
ii. How do they see top management and change team members? 
ii. Do they find BPR exercise brings benefit to the company and their own? 
iii. What should or should not be done in the BPR process? 
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iv. How to further improve the new organisational structure and working 
processes within the ACT? 
Apart from the above ways of data collection, people's non-verbal language 
and behaviour in response to the changes is continuously observed as a reference for 
verification of the findings. 
Confidentiality 
Since the case is a real-life one, it cannot be avoided that some confidential 
data will be encountered. In such cases, the data will be quoted or extracted in part for 
illustration or for evidence, without disclosing the source. 
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CHAPTER III 
LITERATURE REVIEW 
Organisational Development and Growth 
Greiner (1972) suggested that there were five phases of organisational growth. 
In ascending order, an organisation will normally grow through these five phases: 
creativity, direction, delegation, coordination and collaboration. Each of them consists 
of evolutionary period and revolutionary period which are characterised by the 
dominant management style used to achieved growth and dominant management 
problem that must be solved before growth can continue respectively. Organisations in 
faster growth industries tend to experienced all five phases more rapidly, while those 
in slower growing industries encounter only two to three phases over many years. 
Creativity phase refers to the birth stage of an organisation. The emphasis is 
put on creating both a product and a market. As the company grows, larger production 
runs require knowledge about the efficiencies of manufacturing and increased 
numbers of employees cannot be managed exclusively through informal 
communication. At this point organisation changes to the direction phase by installing 
a capable business manager usually embark on a period of sustained growth under 
directive leadership. Although the new directive techniques channel employee energy 
more efficiently into growth, they eventually become inappropriate for controlling a 
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larger, more diverse and complex organisation as the company continue to grow. The 
need for another revolution is eminent for greater autonomy on the part of lower level 
managers. Thus a move to the third delegation phase with successful application of a 
decentralized organization. Much greater responsibility is then given to the middle 
management levels. However, some problems eventually evolves as top executives 
sense that they are losing control over a highly diversified field operation. By then the 
organisation will move into the fourth coordination phase. 
In coordination phase, more and more formal procedures are established to 
control and monitor the usage of company's limited resources. But a lack of 
confidence gradually builds between line and staff, and between headquarters and the 
field. The proliferation of systems and programs begins to exceed its utility; a red-tape 
crisis is created. In an attempt to overcome the red-tape crisis, organisation moves to 
collaboration phase. This is a phase which emphasizes strong interpersonal 
collaboration, greater spontaneity in management action through teams, and the 
skillful confrontation of interpersonal differences. This phase is characterised by 
focusing on solving problems, matrix-type structure with cross-functional team， 
participative management style, mutual goal setting, team bonus management reward, 
reduced numbers of staff, simplified formal systems, etc. 
Emerge of Business Process Re-engineering 
Many large U.S. companies nowadays have gone through this collaboration 
phase growth. Romney (1994) summarised that between 1983 and 1993，when over a 
trillion dollars was spent on information technology, productivity increased by a mere 
1 percent. Businesses merely used computers to speed up their paper flow and manual 
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procedures. To achieve large gains in productivity, technological improvements must 
be combined with significant changes in management and organisational structure and 
the reorganization and redefining of work practices. 
This radical change is referred to as business process re-engineering (Hammer 
& Champy, 1994). A business process is one or more tasks or activities that add value 
to an organization or to a customer. Re-engineering is the thorough analysis, 
fundamental rethinking, and complete redesign of essential business processes to 
achieve dramatic performance improvements in service, quality, speed and cost. 
BPR is not a process of trying to make marginal improvements. Rather, it 
ignores how work is now done and starts over from scratch. It is a revolutionary 
process that challenges all the old organizational structures, work flows, job 
descriptions, management procedures, controls, and organizational values and culture. 
It discards those that make businesses underperform and replaces them with more 
effective and efficient processes. In other words, BPR is a re-invention of business 
processes rather than an improvement or enhancement. 
There are tremendous benefits to BPR. Romney (1994) cited that the CSC 
Index, a strategy and management consulting company, found that BPR produces an 
average improvement of 48 percent in cost, 8 percent in time，and a 6 percent decrease 
in defects. After Citibank re-engineered a credit-analysis system, its employees were 
able to spend 43 percent, instead of 9 percent of their time recruiting new business. 
Profits increased by 750 percent over a two-year period. When Datacard Corporation 
re-engineered its customer-service operations, its sales increase sevenfold. Bell 
Atlantic reduced both the time (15 days to a few hours) and the costs ($88million a 
year to $6million) required to connect customers to long-distance carriers. 
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Numerous examples in organisational development shows that drastic 
improvement in organisational performance can be achieved by using BPR technique. 
However, there are still many cases in which BPR exercises have not brought the 
expected improvement results. So what are the secrets to BPR. The following sections 
discuss the basic principles for BPR and steps to carry out BPR exercises. Also, 
factors and organisational cultural influence leading to success or failure of BPR as 
identified by previous studies will be discussed. 
Principles and Basic Steps for Re-engineering Business Processes 
With the illustration of real life cases, Romney (1994) also cited the following 
six principles of re-engineering from the father of BPR, Michael Hammer, which is 
essential to the success of every BPR process. 
1. Organise around processes and outcomes, not tasks and departments 
Many organizations divide up work among different people. This approach, with 
numerous hand-offs, results in errors and delays as documents wait for hours or days 
at each desktop to be processed. In a re-engineered system, one person is given the 
responsibility for an entire process. Each person's job is designed around an outcome, 
such as a finished component or a completed process, rather than one of the tasks 
necessary to produce the finished component or complete the process. Often this 
results in a company replacing functional departments. 
2. Have output users perform the process 
The owners and managers of companies often split their companies into 
separate departments and have them specialize in specific tasks. Each department does 
its work and passes its product off to someone else. As a result, each department is a 
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customer of another department. For example, accounting does only accounting, 
designers do only designing, and salespersons do only selling. 
Phoenix Designs Inc. used to sell fumiture by having independent dealers send 
salespersons to talk to customers. The salespeople would gather customer ideas and 
submit them to a design team. Later the salesperson would take a draft to the 
customer. The customer would request changes, which the salesperson would take to 
the designer. This back-and-forth process could go on for up to six weeks before the 
customer was satisfied with the design. Phoenix re-engineered the process. 
Salespersons, using PC and special software, design the fumiture in the customer's 
office. The system increased dealer sales by up to 1,000 percent and boosted after-tax 
income by 27 percent. 
3. Have those who produce information process it 
Ford used to have its purchasing department prepare a three-part purchase 
order, one each for themselves, the vendor, and accounts payable. When goods were 
received, the receiving department prepared a multicopy receiving report and sent one 
copy to accounts payable and kept the other. The vendor prepared a multicopy invoice 
and sent a copy to accounts payable. More than 500 people worked in accounts 
payable matching 14 different data items on the three documents and trying to 
reconcile all the mismatches. Payments were delayed, vendors were unhappy, and the 
process was time consuming and frustrating. 
In Ford's re-engineering system, purchasing agents enter their purchase orders 
into an on-line database and forward an electronic copy to the vendor. Vendors ship 
the goods but send no invoice. When goods arrive, the receiving clerk enters three 
items of data into the system: part number, unit of measure, and supplier code. The 
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computer matches the receiving information with the outstanding purchase order data. 
If they do not match, the goods are accepted and the computer sends an electronic 
funds transfer payment to the vendor. The re-engineering system saves a significant 
amount of money, much of it by reducing head count in accounts payable by 75 
percent. 
4. Centralise and Disperse Data 
To achieve economies of scale and eliminate redundant resources, companies 
centralise operations. To provide better service to their customers, companies 
decentralise operations. With current technology, corporate-wide databases can 
centralise data and telecommunications technology can disburse the data. In effect, 
companies can have the advantages ofboth approaches. 
5. Integrate Parallel Activities 
Certain processes, such as product development, are performed in parallel and 
then integrated at the end. For example, Chrysler had many different teams, each 
working on the design of different parts for a new car. One team worked on the 
engine, another on the frame, etc. Unfortunately, the teams did not communicate well. 
At the integration and testing phase they found the components did not fit together 
properly and had to be re-designed at considerable expense. 
Chrysler re-engineered its product development and put people from each area 
on the team in charge of a particular automobile. Chrysler was able to reduce its 
product development time significantly and reduce costly re-design. 
6. Empower Workers and Use Built-in Controls 
Most organisations have a layer of personnel who do the work and several 
layers who manage, audit, or control the others. According to the BPR principle, those 
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who do the work should be empowered with decision-making responsibilities, this 
results in faster responses to problems and increases the quality of the task performed. 
Information technology, such as expert systems, can help workers make correct 
decisions and avoid mistakes. Controls should be built into the process itself. For 
example, the system could be programmed not to proceed until all relevant data have 
been entered and edited by the system for validity, correctness, and reasonableness. 
7. Capture Data Once, At its Source 
Historically, each functional area has designed and built its own information 
system. As a result, each application had to collect some of the same information, 
usually on different forms, enter it into its system, and store it. This is inefficient, 
expensive, and creates data discrepancy errors. In today's world, EDI and source data 
automation devices allow data to be captured electronically at its source, entered once 
in an on-line database, and made available to all who need it. This reduces errors, 
eliminates data processing delays, and reduces costs. 
These six principles provide a direction for every BPR teams to carry out their 
own BPR exercise. It highlights what should be changed in general in our working 
process in order to achieve a drastic improvement in organisational performance. 
Having this direction, we now come to discuss how to move towards it. Lemons & 
Crom (1995) outlined eight steps for BPR as follows: 
1. Diagnose existing processes and practices and the organisation. Map the 
flow of work "as is"，highlighting the value and non-value-added steps, information 
that exchanges hands, and the departments involved in each steps of the process. 
2. Benchmarking best practices in critical processes, capabilities, and 
organisation structures. Find companies that excel in the processes and capabilities 
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critical to success. Interview the process teams in place and leam from their 
implementation experience. 
3. Design the ideal processes, practices, and organisation emphasizing the 
integration of supplier and customer activities. With the benefits of ideas from 
benchmarking and an intimate knowledge of "as-is" processes, map the ideal 
processes, information flow, and supporting organisation. 
4. Identify implementation barriers that have to be overcome. The ideal 
process and organisation can be realized only if certain problems are highlighted, 
prioritized, and solved. For example, designs are made more manufacturable. 
5. Specific the best processes, practices, and organisation and the right 
implementation sequence given the company's climate and circumstances. Reaching 
the team's goals means inventing new processes as well as solving many small 
problems in the existing ones. Subgroups work on the major tasks to be accomplished. 
6. Develop implementation plans with subgroups of the entire company, as 
well as customers and suppliers. Customers and suppliers are brought into the 
subgroups and stakeholders are involved in critiquing and improving the 
implementation plans. 
7. Implement new processes on a pilot basis. New processes are piloted to 
demonstrate the benefits to the rest of the organisation. 
8. Develop and implement plans for full implementation. This includes 
organisational and other changes needed. For example, information systems to support 
new material and information flows throughout the company. The pilot demonstrates 
to the whole company the need for a process-oriented organisation structure and 
supporting information system. The needed changes are formalized. 
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Other than the basic steps, Lemons and Crom (1995) also suggested from their 
experience that successful BPR efforts have the following principles in common. 
1. A process's non-value-added steps must be eliminated. What remains is then 
simplified, systematized and automated. 
2. All levels of the organization, especially middle managers, must be involved 
in business process improvement. 
3. Given the right tools, structured approach, and management support, people 
involved day-to-day in a process can creatively re-design it. 
4. Delivering greater value to the marketplace is a superordinate goal with 
which jobs and structure, measurement and management systems, and values and 
beliefs, as well as business processes, must be aligned. 
Obstacles for BPR 
Without a single exception every business or management models and 
processes have their own pitfalls and problems, depending on how people apply these 
them and in what situation they are being applied. With his extensive experience in 
BPR, Hammer and Champy (1994) summarised ten mistakes commonly taken by 
BPR team as follows: 
1. Say you are re-engineering without actually do it. 
2. Try apply re-engineering where it cannot fit. 
3. Spend far too much time analysing existing processes. 
4. To attempt re-engineering without the requisite leadership. 
5. Limit the range of the re-engineering effort, placing parts of the organisation 
off-limits. 
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6. Timidity in re-design. 
7. Attempt to go from a new process design directly into implementation. 
8. Not re-engineering quickly enough. 
9. Adopt wrong style of implementation. 
10. Fail to attend to the concerns of the people in the organisation. 
Hammer and Champy also pointed out that the number one source of 
difficulties found in BPR has been in the area of coping with the reactions of the 
people in the organisation to the enormity of the change. Fail to manage people will 
derail re-engineering effort and lead to undesirable results. 
Lemons and Crom (1995) showed a 1994 CSC study CSC index pointed out 
that 67 percent of those involved in re-engineering projects are getting mediocre, 
marginal, or no results at all for their efforts. Only 16 percent reported getting 
extraordinary results. The reasons most often cited for not achieving the desired 
results were organisational and people-related, such as fear and anxiety throughout the 
organisation, resistance from key managers, and changingjob functions, career paths, 
recruitment, or training, etc. 
Besides, BPR efforts often run into trouble because they are based on false 
assumptions about breakthrough improvement, such as new information technology or 
computer systems are always a part of the answer, the approach is only top-down, a 
process has to be destroyed for the organisation to get breakthrough results, processes 
can be re-designed without emphasizing the customer, etc. Whether implicit or 
explicit, these false operating assumptions risk overshadowing the benefits that can 
result from BPR. 
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Organisational Culture and BPR in Chinese Community 
Apart from technical problems in the BPR process, there are many occasions 
where the implementation of BPR exercises are significantly influenced by factors in 
respects to organisational culture and the personal cultural background of the people 
involved. Lee (1996) pointed out that the success of implementing BPR in an 
organisation rely on the alliance of organisational culture. People working in an 
organisations which have been successfully implemented BPR share common 
working and social values. They are willing to take initiative, take reasonable risks, 
adapt to change, make decision, cooperate with others, etc. Besides, they are willing to 
accept and leam new information and face problem, build mutual trust with others, 
and respect customers and suppliers. 
However, in a study on BPR in local business environment, Martinsons (1996) 
suggested that Chinese culture had a certain degree of negative influence on the BPR 
project. The following summarises the salient points ofhis arguments: 
1. Americans commonly perceive situations as problems to be solved or 
opportunities for improvement. In contrast, the Chinese tend to accept the situation. 
Although it may be possible broadly to outline the future, a strong belief in fatalism 
moderates the Chinese need for business forecasts and detailed plans. Given this 
context, it may be expected that Chinese businesses will find it comparatively more 
difficult to justify formal process planning and design. 
2. Organisational power and control are generally acknowledged to reside in 
the ability to share or withhold information. In the Chinese business culture, 
information is fundamentally a personal asset rather than an organisational resource. 
This reduces the need for formal and integrated management information systems. 
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Consistent with high power distances, most Chinese management information really is 
information only for managers. Power is maintained by carefully controlling 
information. As a result, Chinese businesses will find it comparatively more difficult 
to ignore the status quo and incorporate clean-slate thinking. 
3. The Chinese rely extensively on personal and verbal forms of intra-
organisational communication which are essentially conducted based on trust and 
mutual respect. A computer-based information system could reduce the discretionary 
power of those at the top of the organisational hierarchy. It has the potential to 
undermine social stability by giving equal information access to everyone. Following 
from this, Chinese businesses will find it comparatively more difficult to construct 
formal business process models. 
4. The Chinese culture favours the rule of man, based on the judgment of a 
wise and compassionate individual, rather than the rule of law. This leads to personal 
rather than professional performance appraisals. Chinese superiors will assess their 
subordinates largely in terms of loyalty and obedience rather than tangible or explicit 
results. Circumstances rather than contracts provide the basis for personnel evaluation. 
As such, Chinese businesses will find it comparatively more difficult to implement the 
process performance appraisal and reward systems. 
5. Employee participation in either goal-setting or decision-making is 
perceived to create instability by tampering with well-defined and accepted roles. The 
Chinese strongly believe that people work best when directed from above. As a result, 
Chinese businesses will find it comparatively less difficult to initiate a re-engineering 
effort. 
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6. Most managers would naturally be reluctant to relinquish their positional 
authority and power. Many of their calls for stability will primarily stem from a desire 
to maintain control. Most Chinese workers are also content to receive instructions 
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from their bosses. They will hesitate to take on the risks and responsibilities of multi-
dimensional work. Chinese subordinates are very unlikely to question the changes 
recommended by their superiors. In this connection, Chinese businesses will find it 
comparatively more difficult to successfully implement re-engineering. 
7. Re-engineering emphasizes the importance of creating disequilibrium in 
order substantially to improve performance. The feasibility of such interventions is 
questionable in the Chinese business culture. Confucianism is based on maintaining a 
universal equilibrium and cultivating harmony between man and nature in order to 
avoid misfortune. As such, Chinese businesses will be comparatively less likely to 
implement radical process change rapidly. 
Lessons Leamt from Experience 
As revealed from previous research studies, BPR is one of the powerful 
management tools for organisational transformation from coordination phase to 
collaboration phase, which is necessary for those organisations seeking for drastic 
improvement, enhance competitiveness or merely survival in fast moving business 
environment. Basic principals and steps for BPR have been identified by many 
research studies in this area based on the experiences of many US and westem 
organisations which have had carried out BPR exercise of various scales. These 
principals and steps are well recognised as guidelines and directions for those 
organisations going to use this management tool to sharpen their operations. However, 
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researches also showed that not all the BPR exercises are successful. In fact, over 60 
percent of the BPR efforts brought no significant positive results to the improvement 
of organisational performance. The reasons and factors behind unsuccessful BPR 
exercises are multi-dimensional. In some occasions, problems are identified in the 
way how management see BPR, how BPR teams apply BPR techniques, and also the 
technical BPR process itself. In other occasions, problems are found in the aspect of 
people in terms of their values and beliefs. From time to time, people impose most 
significant impact on the success ofBPR projects. 
The changes resulted from BPR projects would inevitably requires changing in 
organisational culture to align with. For instance, the change of organisational 
structure from functional to team work orientation requires people to change their 
basic perceived norms, values and beliefs to their works. This is one of the very 
important areas that BPR project teams have to deal with. On the other hand, the 
social culture would also affect the success ofBPR exercise. Martinson (1996) points 
out that BPR is comparatively hard to be implemented successfully in Chinese 
community. It is because some of the traditional Chinese cultural values and beliefs 
are contradictory to the concepts of BPR to certain extent. Although not all, some of 
the arguments put forward by Martinson are relevant in our case. For instance, it is 
noted that people working in CLP are keen to maintain social harmony and refuse 
drastic change. They do not like uncertainty. Also, they have a strong sense of 
paternalistic boss and subordinate relationship. As such, subordinates use to show 
their superior respect to their boss and do what they ask to. This basic value makes the 
empowerment and team work difficult. 
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All these technical and people factors mentioned above have significant 
impact on the effectiveness of BPR project to be studied in this paper and will be 
discussed one by one based on the case in the later sections. 
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CHAPTER IV 
THE BPR CASE 
Background of Asset Creation Team 
Asset Creation Team (ACT) in CLP is responsible for the design and 
implementation of the projects related to the power transmission network of the 
company. These transmission projects include the scope of establishment of new 
electricity substations, overhead line and underground cable circuits, as well as 
improvement on the existing transmission equipment. Before implementation of the 
BPR project, ACT used to consist of two departments, namely Network Development 
Department QS^ DD) and Design Department (DD). These departments were organised 
by function. People of different expertise in background were grouped together to 
form functional groups. In the past, a project was mainly divided into two stages: 
design and construction. For instance, when there was a project which calls for an 
establishment of a new substation. Design people would initiate the project by 
producing a project scheme and substation layouts, procuring required equipment, 
acquiring statutory permit to work, etc. After design stage, the project would be 
handed over to construction people who would then commence the installation of the 
equipment inside the substation and finally commission the substation. Apart from 
these two main streams, there were some more supportive functions such as contract 
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management, technical development, project budget and programme management, etc, 
which provide centralised supporting services for design and construction branches. 
The organisation charts of these previous Design department and Network 
development department are attached in Appendix 1 and 2. 
Urgency for Changes 
The company experienced considerable growth in sales of electricity up to 
early 1990's. From 1990 to 1993, the average sales increase was 11 percent every year. 
However, it has dwindled to only 4 percent last year. The previous sales performance 
was one ofthe factors that contributed to a stable electricity tariff. Now, with reduced 
load growth and continuing high inflation, the need for some major tariff increase is 
more urgent. However although needed by the company, tariff increases are never 
welcome by the public. 
On the other hand, it is unlikely that the company would continue to be 
protected to the same degree by the Scheme of Control (SOC). SOC is previously 
regarded as a revenue guarantee scheme for the company. It is a contract between CLP 
and the Hong Kong Government until 2008 but it is reviewed every 5 years (in 1998 
and 2003). Nevertheless, the Hong Kong Government is already exercising a lot more 
monitoring on the operation of the company. The setting up of the Energy Advisory 
Committee is one example. 
The changes in the society and the commercial arena are at an extremely rapid 
pace. For instance, in the telecommunication industry, the IDD rate ofplacing a call to 
the US has changed from $5.6 a minute last year to today's $1.99 a minute. In power 
industry, competitors have also been growing fast. In the 10 years between 1985 and 
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1995, the growth of the power industry in Guangdong hit the expansion rate of 6.3 
times, whereas there was only 1.8 times growth in CLP. This shows some of the 
power utilities nearby have already equipped themselves adequately to become 
competitors of the company. 
In fact, CLP has not been granted a franchise to operate electricity supply in 
Hong Kong. There is only agreement between the Hong Kong Government and the 
two power utilities, China Light and Power Co. Ltd. and Hong Kong Electric 
company, under scheme of control that CLP is responsible for electricity supply 
covering Hong Kong Island and Lamma Island, whereas CLP supplies electricity to 
the remaining areas within the territory. In other words, it is always possible that some 
other companies enter into the power industry. The power utilities in Southern China 
threaten CLP most because the cost for electricity transmission from those areas to 
Hong Kong is rather low. 
Objectives 
There are two major objectives of the BPR project: 
1. To develop efficient and effective work processes, identifying productivity 
improvements and opportunities to reduce cost. 
2. To identify the organisation structure to best carry out the new work 
processes. 
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Approach 
The BPR team has followed a five step approach: 
1. Preparing. Change strategy development. 
2. Focusing. Team mobilisation, preliminary issue identification and 
prioritisation. 
3. Understanding. Development of current situation and early wins. 
4. Creating. Development of alternatives and recommendations. 
5. Changing. Implementation planning, project assessment. 
Issues 
Prior to the BPR project, a review of activities and responsibilities identified the 
asset creation process as an area with opportunities for improvement. The study 
indicates that the way engineering and construction are being performed involved 
fragmentation of roles. It also shows that the organisation has too many management 
layers and narrow spans of control. In addition, BPR team has identified several issues 
in the asset creation or project management process as outlined below: 
1. The existing organisation makes it difficult to manage projects as there are 
many process steps and hand-offs. Also, there is excessive functionalism leading to 
narrow jobs and much checking and coordination, which result in project co-
ordination rather than project management. 
2. Ambiguous roles and responsibilities leading to inefficiency and 
interdepartmental tension. • 
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3. Project management problems such as long cycle time for some processes, 
some low value work, difficulties in overall control of project cost, quality and 
timeliness, etc. are commonly encountered. 
4. The asset creation process is indirectly customer focused. 
Benchmarking 
Benchmarking is tool to help the BPR team to develop change strategy as it 
provided the opportunity for the BPR team to discuss details of proposed alternative 
with peers in other companies and leam about he strengths and weakness of various 
approaches. The company selected for the benchmarking exercise should posses one 
or more of the following characteristics: 
1. Significant amount of high-cost capital projects. 
2. Projects of medium engineering complexity. 
3. A range of approaches to resourcing from in-house engineering, design, and 
construction to turnkey contracting. 
4. Reputation for excellence in one or more areas of asset creation. 
Table IV-1 summaries some information of those benchmarked companies. Here 
actual company names are not given for confidentiality. 
COMPANY INDUSTRY LOCATION TOTAL NO. OF STAFF 
(APPROX.) 
A Petroleum Australia 1300 
B Petrochemical Singapore 14000 
C Engineering Consulting Australia 900 
D Utility Australia 2800 
E Petrochemical Australia 800 
F Engineering Consulting Australia 300 
G Petroleum Australia 2100 
H Utility Australia 400 
I Utility Singapore 1300 
_J Utility Australia | ^ 
Table IV-1 Summary of Benchmarked Companies 
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The following summaries the characteristics of best practices of the 
benchmarked companies: 
1. In best practice companies, the structure of the organisation is flat with 3-5 
layers and the spans are wide. 
2. These companies espouse a culture that accepts change as normal part of 
business. 
3. They have project-oriented process. Staff resides in a base organisation and 
project team will form around projects whenever necessary using staff from the base 
organisation. Project team is typically responsible for the cost, quality, and timeliness 
ofthe projects, whereas base organisation is responsible for allocating, developing and 
training staff. 
4. Responsibilities and accountabilities are clearly defined. 
5. The project structure varies as required given the size, complexity, and 
urgency of a given project. 
Recommendation 
After detailed study of the original structure of the two departments involved in 
the project management process as well as the company best practices identified from 
benchmarking, the BPR team has made the following recommendation. 
1. Change the project management process philosophy by moving the project 
work from a rigid organisation of specialist functions to organising resources around 
project work. 
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2. Establish a base organisation structure and a project team structure to take 
up the roles of the original design department and network development department 
involved in project management process. 
3. Home base manager will be responsible for human resources management 
and engineering policies, procedures and standards, whereas Project team managers 
will be responsible for projects from inception to completion. 
4. Vary the structure as required for projects of different size and complexity. 
5. Allocate staff to project teams by matching skills and development needs 
with tasks. 
Organisational Change 
A new matrix organisation, consisting of new , Network Development 
Department ^SfDD) and Engineering Department (ED), has been formed in accordance 
with the recommendations as depicted in the attached organisational chart in 
Appendix 3. In the new dynamic structure, network development manager is the 
owner of the asset creation process. Project managers are responsible for a wide range 
of duties from project inception to completion, including design, plant equipment 
procurement, installation, potential project study, etc. whereas home base manager is 
responsible for engineering policies and standards, and staff development and 
training. Staff are assigned from 'pools' to specific projects and different functions 
performed in the base organisations. All staff will have a mentor in the home base for 
their career development, training and performance appraisal. The flow charts 
attached in Appendix 4 and 5. depict the original and new project management 
processes, which detail work flow between different parties. 
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As pointed out by BPR team, by adopting the new matrix organisational 
structure, accountability for project cost, quality and timeliness will be clearly 
assigned to project manager. The organisation structure will be centered on project 
output, instead of inputs, which in fact promote customer focus. Besides, continuous 
improvement of the asset creation process will be a much simpler task. The new 
structure also facilitate the focus on task and multi-skilling, broaden job scopes, 
facilitates mentoring and staff development, deploy resources efficiently and ensures 
retention and development of technical expertise. As compared with previous 
organisational structure, the inefficiencies in the asset creation process that raised 
from multiple hand-offs and co-ordination activities will be eliminated. Lastly, the 
new structure provides a means for performing projects with fewer people. 
Implementation 
The BPR team has formed four teams as outlined below in implementing the 
new organisation and each team is responsible for different areas. In particular, team 1 
is chaired by the department heads of the original two departments. An 
implementation schedule is attached in Appendix 6. 
Team 1: Responsible for assigning managers, preparing job specifications, 
collecting job data and skill inventories, assigning projects to project 
teams, assigning staff, etc. 
Team 2: Responsible for identifying interfaces and preparing outline procedures for 
manpower and material resources, procurement contract tender assessment, 
equipment delivery, QC monitoring, etc. 
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Team 3: Responsible for safety, information technology, budgeting, training and 
development, project performance monitoring, internal audit, etc. 
Team 4: Responsible for administrative issues. 
In addition to these four teams, an implementation coordination committee has 
been formed for resolving issues during implementation and monitoring 
implementation progress. 
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CHAPTER V 
DISCUSSION 
Top Management Commitment 
Top management commitment in CLP for striving for better organisational 
improvement has been explicitly stated in her mission: To be one of best electric 
utility in the world. Before the forming of the BPR team, an new set of business 
strategies have been set up and communicated throughout the company. Facing the 
changing business environment, part of the strategies put forward by the Managing 
Director is intended to provoke changing within the organisation so as to enhance the 
operation effectiveness. The following highlights some relevant strategies: 
1. Change the culture of the company and improve performance by focusing 
on customers and striving for business excellence. 
2. Develop the human resources needed to implement the plans and build 
commercial competence. 
3. Create a positive and constructive environment for conducting business 
relationships and an appropriate corporate structure to manage effectively the various 
businesses. 
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With these company-wide development strategies in mind, the General 
Manager of Transmission Business Group has set forth two major objectives for the 
BPR project as mentioned in the context of the case discussed in previous section. It 
can be seen that management commitment and support for this BPR project is fairly 
adequate. Sufficient resources had been allocated to the project team. For instances, a 
consultant had been hired to help the team to carried out the project, team members 
were selected to work with the team on full time basis, and different parties were 
instructed to provide fully support to the BPR team when they were requested to 
provide information or technical assistance. 
BPR Team member 
The BPR team composed of members who were appointed by management. 
The team leader was appointed a full time job for looking after the overall 
organisation change programme of the business group. Other members included some 
of the middle management personnel from the target department of the BPR project 
and some other guests from other independent department. Also, the team members 
were working closely with representatives from consultant as a group. 
In previous US experience, there could be some problems involved in 
selecting team members or the mentality of the team members. First, according to the 
basic principle of BPR, new process should be re-designed with heavy customer 
orientation. In our case, the absence of customers representative in the BPR team 
might lead to lack of customer's view or input in the BPR. Second, in order to achieve 
an effective result, the BPR team members are required to have full understanding on 
the goal of top management. As mentioned above, corporate strategies regarding 
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change and re-organisation is very clear and so there should not be problem in this 
regard. Lastly, it is essential that the BPR team members themselves have the 
capability or knowledge to carry out the analysis and studies involved in BPR 
exercise. Besides, whether team members accept BPR as a tool leading to drastic 
performance improvement, rather than a management game to cut cost and head 
count, is primarily important to the success of the overall BPR exercise. In our case, it 
is doubtful that, before starting to do BPR, whether the team members had had 
sufficient training and acquired sufficient knowledge in this area and whether their 
mentality were suitable for being a BPR team members. 
BPR Project Process 
In this case, the BPR exercise was carried out with professional consultant in 
this area. Therefore, undoubtfully the BPR process was quite a comprehensive one. As 
mentioned before, the BPR team had undergone five stages, namely preparing, 
focusing, understanding, creating and changing. As compared with the seven basic 
steps put forward by Lemons and Crom (1995), the BPR team had demonstrated that 
they had addressed almost all the steps which are deemed to be important to the 
success ofBPR. 
To start with, the team had studied thoroughly the existing process of how 
people doing their existing jobs, what were the advantages and disadvantages of the 
existing organisational structure, the current business situation, etc. The team then had 
selected over ten organisations which were similar in business nature as CLP and 
solicited information from these organisations to make a meaningful benchmarking 
comparison. From the result of benchmarking, they had identified the best practices 
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around the world for carrying out similar jobs. The salient points of those best 
practices identified were used to re-design the organisation structure and the working 
processes. Pros and cons of the best practices and best organisation structure for 
project works were then studied by the team with the purpose of identifying whether 
all or only part of the best practices were applicable to our case. Afterward, the team 
had re-designed an organisational structure which was deemed suitable to the 
environment of ACT. After developing the new structure, the team had set up an 
implementation plan. As compared with the basic seven steps, the BPR team had 
skipped a step here which calls for a pilot implementation. However, as the BPR in 
this case involves the change in organisational structure of the entire department, it 
was technically difficult to launch a partial implementation on pilot basis to see the 
result. 
As far as the BPR process is concerned, the BPR team had carried out each of 
the steps considered important in the context of BPR. Nevertheless, there may still be 
chances that insufficient effort or awareness had put in particular steps, which leads to 
undesirable or ineffective results of the overall BPR exercise. The following discusses 
some of problems identified. 
1. The BPR team had put too much concem on the best practices resulted from 
benchmarking when doing the re-design of the organisational structure. It seems that 
the team had put less concem on analysis the basic steps of each individual working 
processes of the department. As such, the team failed to identify which value-added 
steps had to be remained and which non-value-added steps had to be removed. Also, 
they relied on the 'best' structure to work itself. That means they considered that under 
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the 'best' structure, working processes would be simplified by itself and non-value-
added steps would be removed automatically. 
2. When the team analysed the existing working processes, it appears that they 
had only looked into the matter from management (or middle management) 
perspective. Without getting into daily operational details from floor working level 
perspective, the team might failed to identify non-valued steps or areas where 
improvement were required. These basic problems very often are the root causes for 
an inefficient organisation. In short, the study on the existing processes might not be 
detailed enough. 
3. The BPR team failed to include a process in the BPR exercise to identify 
implementation problems or barriers and propose ways to solve these problems or 
break the barriers. This might due to the fact that practically it was difficult to 
introduce a pilot implementation scheme to test the response and potential problems 
of the proposed change. Moreover, the implementation plan suggested by the BPR 
team concerned primarily on the issues for smooth transition of the organisational 
change such as the handover of jobs and responsibilities, changing of physical sitting 
layout, changing of reporting lines, etc. 
The Proposed Change 
The major change proposed in this BPR exercise is the basic organisational 
change of the ACT from previous organisation with functional departmentalisation to 
a new matrix organisational structure. Ideally, in matrix organisation, the project 
manager maintains maximum project control, overall resources such as cost and 
manpower. Projects works are carried out in a multi-discipline project team. 
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Appropriate degree of authority is empowered to the team members by project 
manager. Coordination works are reduced as people of different discipline are now 
grouped together in a team. As a result, the project team will respond faster to 
changing situation, conflict situation, emergency, etc. All these benefits of project 
teams in the new matrix structure are assumed to help alleviating the problems 
envisaged in the previous organisation such as too many hand-offs and coordination, 
difficult to control overall project costs and schedule, numerous checkings, long 
project lead time, etc. 
On the other hand, as far as people development is concerned, the new matrix 
structure provide each person with a 'home'. This 'home' will allocate strategically the 
person to work in different project teams and different discipline so as to enhance his 
exposure to various project environment and be multi-skilled. By this home base 
mechanism, people may then be avoided from being too concentrated and specialised 
in his own discipline as in previous organisation and able to develop in other 
disciplines. Moreover, people are now more flexible to be allocated to different 
position, which is helpful in coping with dynamic situation. In fact, from the 
perspective of organisational development (Greiner, 1972), the matrix structure is the 
most suitable organisational structure for the current business environment. 
The proposed structure also aligns with the corporate strategic direction for 
organisational development in view of one of the corporate strategies regarding 
changing the culture of the company and improve performance by focusing on 
customers and striving for business excellence. Down to department level, basically 
the new structure also fulfil the objectives set forth by Business Group manager, 
37 
which calls for development of efficient work processes, identification of productivity 
improvements and opportunities. 
As compared with the basic principles suggested by Hammer and Champy 
(1994)，the new organisation meets most of the success criteria. In new organisation, 
the project team working process is organised around the outcome, that is the 
successful implementation of design and construction stage of a project. In such a 
project team, information is centralised, all the information produced in each step is 
eventually used inside the team. This fulfils the principle of having output users 
perform the process, having those who produce information process it, centralising 
data, capturing data at its source, etc. Besides, the project team provides one-stop 
service, which means that all the matters related to the project are responsible by the 
project manager. This builds in control of the overall quality of the outcome. 
Although the new matrix structure is deemed best fits the contemporary 
business environment, it is still expected to face some problems in various stages of 
implementation, which may have impact on the effectiveness of the BPR 
recommended organisational structure. The following outlines some of the areas 
identified that have such negative impact. 
1. The working process in the new matrix structure is too complex for people 
to adapt in a short period. Some of the working processes were not yet established 
during the first stage of changes. Some people have followed the original working 
process in mind even under the new structure. Apart from that, the role and 
responsibilities between project managers, mentor and project engineers in some 
areas are quite ambiguous. For instances, one of the mentor duties is to hold 
responsibility for training and development for the engineers working in project 
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teams. However, the training and development objectives and needs for the engineers 
are agreed with their project managers as part of the annual performance objectives. In 
this sense, the mentor seems only responsible for approving the training application. 
Another mentor duties is to work as an independent party to solve the problem that the 
engineers envisaged in daily works. If this is the case, the mentor of a particular 
individual should not be his working boss. However, such case existed. As a result, a 
very non-systematic environment has then been created. Moreover, confusion would 
make people feel fear and anxiety, which might result in resistant to the new working 
process. 
2. Allocation of the project managers and other home base functions were 
made based on the existing numbers of middle managers, which may result in 
ineffective use of the matrix organisational structure. For instance, there are now six 
project managers looking after six separate project teams. Each teams then is 
responsible for relatively little number of projects. In such a situation, the project 
managers cannot flexibly allocate manpower and other resources between projects as 
there are too little projects and manpower available on hand. 
3. In this organisation, there are several management indicators showing the 
performance of the organisation. These indicators are set to monitor the overall usage 
of manpower, the budget, the project programme, etc. A good project must be 
completed with minimum manpower, within budget and with major project mile stone 
met. As such, one of the performance indicators is number of people working for the 
project including permanent and contract staff. There are also two indicators namely 
average project schedule performance indicator (APSPI) and average project 
expenditure performance indicator (APEPI). APSPI measures how accurate the 
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project is completed according to the project programme, whereas APEPI indicates 
whether expenditure is made according to the budgeted schedule. Too soon or too late 
will also affect the effectiveness of budget control. For both of these indicators, it is 
perfect to have a figure of 1 which means the project activities perfectly mn according 
to project plan and programme. The following table shows the changes in these 
performance indicators from September 1996, that is the time the change commenced 
to fully implemented, March 1997. 
Sept 96， Oct 96, Nov 96， Dec 96， Jan 97， Feb 97， Mar 97，~ 
M a n p o w e r ~ 2 6 0 + 3 0 258+25 254+20 250+5 246+5 243+5 241+2 
APSPI 0.96 0.965 1 0.999 0.997 0.99 0.995 
APEPI 1.068 1.07 1.047 1.045 1.046 1.072 1.05 
Note : manpower 二 permanent staff + contract staff 
Table V-1 Trend ofPerformance Indicators Since Implementation of the New Organisational Structure 
By taking a glance, it can be said that the performance of the department are 
improving since the introduction of the new matrix organisational structure. Still one 
must look closely to the figures and how these figures are produced and in what sense 
these figures should be interpreted. 
The total number of people is reduced by 20 percent. It seems that less people 
are now required and a more efficient working environment is achieved. However, it 
is noted that most of the contribution to the reduction of this indicator is from laying 
off of contract staff who were used to work as assistant or for unimportant works. 
Also, in order to figure out a meaningful data, manpower should be measured relative 
to the overall project workload. However, it is hard to define an optimum manpower 
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required for individual project activities. Consequently, there is a lack of reference for 
determination of optimum manpower allocation to and so the above figure for 
manpower is not quite useful for us make a conclusion whether the new organisation 
structure has led to more efficient work in terms of manpower. Talking about the two 
indicators，it is suspicious that whether these figures can reflect the performance in 
reality as manipulation of the figures are always possible. 
Nevertheless, it is difficult to measure performance of project teams as the 
most important task to a project team is to produce high quality output, which should 
not be measured only how much manpower is employed or how accurate following of 
the project budget and programme. A good quality project output should also include 
the exhibition of high quality competencies of the project teams such as their 
capability of exploring resources or new technology aiming at reducing costs and lead 
time of project, to what extent they satisfy the end users of their project output, their 
adaptability to the dynamic business environment, etc. At this moment, there is little 
structural measurement for this kind of qualitative performance. 
4. The project team structure obviously enables reduction in coordination 
between team members who are used to work in different functional department. This 
is one of the major advantages of project team. However, as compared with the 
previous functional department structure, it appears that excessive effort is required to 
cope with problems common to all project teams like technical standardisation. For 
instances, when EEM's initiate to revise the standard substation layouts, all the 
engineers of each project teams have participated to contribute ideas and opinion. That 
means all the engineers working in project teams, say five to six of each disciplines 
composing totally twenty to thirty engineers, are required to put effort in this exercise. 
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In previous organisation structure, less than ten engineers would be required to do this 
job. 
5. The understanding and implementation of multi-skill training of individuals 
in each project teams or even throughout the entire department are quite different. 
Some project managers use on-job rotation as one of their ways to train up his 
subordinates to be multi-skilled, whereas others just assume people will be multi-
skilled automatically in this working environment. There is a lack of structural and 
long-term common strategies for multi-skill training and expectation. As a result, 
there is a hindrance to the implementation of flexible allocation of manpower as 
people may not posses sufficient knowledge and skill to take up posts which are 
different from their background discipline. This point is particular significant in such 
a technical base working environment. 
6. In the new structure, home base manager is responsible for personal 
development and performance appraisal of the one who is under his mentorship. This 
particular individual may be allocated to work in a project team at the same time. In 
general, there is a general feeling that performance appraisal for people working in 
one or more project teams in the matrix structure is quite confused. They are required 
to set up their working objectives with project managers, but their performance 
appraisal will eventually be done by their own mentors. In other words, the one who 
value the their performance will not be the one they are working with. 
7. After adapting the new structure recommended by BPR team, there is a lack 
of follow up improvement effort to fine tune each individual process under the new 
structure in details. Management may consider to form local quality circle or TQM 
team to discuss how to improve the new working processes, e.g elimination of non-
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value-added steps and simplifying existing steps. This working team should be formed 
with middle level managers as well as working level engineers and other personnel 
involved in particular working process. Also, it would be useful to invite also other 
internal customers or working partners to contribute ideas from the perspective of 
project work outcome receivers. 
The following table summarise the technical problems envisaged during 
implementation of the matrix organisational structure. 
Technical Problems Encountered During Implementation of New Matrix Organisational 
Structure 
1. New working processes, roles and also responsibilities of individuals are not clearly defined and 
delineated. 
2. Too many project teams leading to less resources within team for maneuvering with flexibility to 
achieve efficient use of resources. 
3. Insufficient performance monitoring. The existing performance indicator and index are not quite 
effective. 
4. Excessive manpower involved in particular new working process. 
5. Lack of long-term and structural planning for multi-skill training. 
6. Unclear roles for appraisers for performance appraisal system. 
7. Lack of follow-up improvement programme for the working processes in the new organisational 
structure. 
Table V-2 Summary ofTechnical Problems Encountered in the New Organisational Structure 
Human Aspects of BPR 
The above sections have discussed how the BPR project has been carried out 
and summarised most of the problems encountered during the implementation of the 
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new organisational structure. However, what have been mentioned only address the 
strategic and technical aspects of the BPR process and implementation problems. 
What are perceived be the most hardest part for every BPR team to deal with, people, 
have not yet been touched. 
In many previous BPR exercises carried out locally or abroad, when new 
structure is introduced many people do not welcome or even resist it. This happens 
when people do not understand or even do not support the corporate change strategies, 
are mentally not yet ready for the change, have uncertainty about future, feel they will 
be worsen off, do not understand how the new organisation works, etc. The resistance 
from people working in the newly introduced organisational structure would definitely 
lead to low working efficiency. 
The deepest underlying reason behind this kind of change opposing behaviour 
is related mostly to organisational or personal culture. In this case, the new matrix 
structure could work well only when the organisation and the people inside has a 
appropriate organisational culture. As mentioned earlier, the introduction ofthe matrix 
organisational structure in principal reflects the changes in organisation stages from 
coordination phase to collaboration phase. In order to have the matrix organisation run 
in effective manner, it is important that people in such an organisation are willing to 
cooperate with others, take initiate, take responsibilities and make decision, establish 
mutual respect and trust, accept new information and face new problem, respect 
customers, etc. In this sense, the effective implementation of new structure in this case 
depends strongly on the basic values, perceived norm, beliefs, etc. amongst the 
people working in this organisation. 
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In additional to the above, how people view the changes will also affect their 
state of mind in work. For instance, people may think that what follow the change in 
organisational structure will be cost and manpower cutting. So they believe that their 
job security will be lost and future prospect will be worsen. If this is the case, there 
will be very strong resisting force from this people to the change as they consider that 
the change is a bad thing to them. This also imposes strong obstacles to the success 
implementation of the new organisational structure. 
In fact, aligning with top management's changing strategies, the company have 
organised quite a lot communication or training sessions on change management. This 
kind of training are mainly organised by the corporate change team and business 
group change management team. In most of such meetings, organisers often put major 
concentration on the issues like the urgency for CLP to change, the benefits that will 
bring to CLP because of the change, how CLP has been and will be changed, how 
individual face the change, deal with problems in changing situation, how to 
overcome resistance to change，etc. Needless to say, these change seminars have laid a 
foundation for people to accept and act to change. But it is questionable how effective 
it is. Besides, it appears that people do not have very concrete idea about what to do in 
their daily work context. 
On the other hand, as revealed from Martinson's study, BPR is relatively hard 
to be successfully implemented in Chinese community due to the influence of 
traditional Chinese culture. According to his argument, Chinese people are more eager 
to maintain social harmony and reflise drastic change. They are also afraid of 
uncertainty. These factors make the implementation of a large scale change in 
organisational structure like our case difficult. In the context of boss and subordinate, 
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paternalistic is well recognised as a dominant leadership style in Chinese community. 
There is likely a high power distance between boss and subordinate. As such, boss 
may refrain from changing his status quo or delegating real power, whereas 
subordinates are not keen to take up responsibilities and make decision on their own. 
With this kind of mentality, it is very hard to implement such a new matrix 
organisation which requires absolute different culture values and beliefs. 
It is questionable that whether people now possess this kind of distinctive 
organisational and personal culture. In order to understand the effectiveness of this 
BPR exercise from a human side perspective, a survey on employee's viewpoints on 
the overall corporate change and the new organisational structure has been conducted. 
Responses and findings of the survey are discussed in the following sections. 
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CHAPTERVI 
EMPLOYEE SURVEY 
Objectives 
As discussed in previous sections, the effectiveness of a BPR project is 
significantly influenced by the people involved. How those people feel about 
corporate change and BPR, what are their basic cultural values and beliefs, how they 
participate in the BPR project, etc. deeply affect the success of the BPR project as a 
whole. As such, a survey by questionnaire has been conducted with the intention to 
understand how the employees working in the Engineering Department and Network 
Development Department feel about the overall corporate change and the local BPR 
project. 
The questionnaire consists ofthirty five items. Respondents were requested to 
indicate whether they agree or disagree with individual items. These items were 
divided into four categories, namely corporate change strategies, corporate and 
personal culture, work organisation and operating efficiency, and impact on employee 
due to the change. All items were arranged in random order. A sample of the 
questionnaire is attached in Appendix 7 for reference. 
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Survey Responses 
Fifty questionnaires had been sent to the employees working in different 
branches o f E D and NDD. Eventually 41 completed questionnaire were returned out 
of which 26 and 15 questionnaires were completed by general grade staff (G grade) 
and management/professional staff (MP grade) respectively. In CLP, G grade staff 
includes low level to middle staff . For example, administration clerk, secretary, 
engineer, etc. belong to G grade staff. Meanwhile, MP grade staff ranges from senior 
engineer to project manager. On average a G grade staffhas around one to ten years of 
services, whereas a MP staff have been working in the company for five to fifteen 
years or more. It is believed that the difference of G grade and MP grade staffin terms 
ofworking experiences with the company and responsibilities would probably lead to 
quite different views to various aspects ofBPR. In this connection, the questionnaires 
from G grade and MP grade staff were examined separately in order to see the 
difference ofthe viewpoints from the employees of these two layers of staff. Besides, 
a combined analysis was made to see the overall perception from those employees 
working in the new organisation structure on the BPR project. 
The survey results of each statement questions are summarised as shown on 
the Appendix 8. Meanwhile, a mean score for each items are tabulated in Table V-1. 
These mean scores are calculated in the following way: 
1. Assign one point to ‘Strongly Disagree', two points to ‘Disagree，， 
three points to 'Neutral' and so on. 
2. The mean score is equal to the mean of the total sum of numbers of 
response for each choices times its corresponding points. 
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T-Test for 
Mean Score of Mean Score of Mean Score of Mean Difference G/MP 
Questions G Grade Staff MP Grade Staff All Staff T-Value Prob 
1 3.50 3.33 3.44 0.549 0.589 
2 3.12 3.53 3.27 1.363 0.185 
3 3.15 3.40 3.24 0.788 0.438 
4 3.00 3.13 3.05 0.341 0.736 
5 2.50 2.87 2.63 1.106 0.281 
6 2.12 2.67 2.32 1.701 0 . 1 0 0 # # 
7 2.92 2.93 2.93 0.030 0.976 
8 3.19 3.13 3.17 0.190 0.851 
9 2.92 2.67 2.83 0.865 0.396 
1 0 3.27 3.20 3.24 0.208 0.837 
11 3.54 4.07 3.73 2.470 0 . 0 1 9 # 
1 2 3.50 3.73 3.59 0.706 0.487 
1 3 3.81 4.27 3.98 1.916 0 . 0 6 3 # # 
1 4 2.85 2.93 2.88 0.317 0.754 
1 5 3.92 4.13 4.00 0.742 0.465 
1 6 3.31 2.80 3.12 1.796 0 . 0 8 6 # # 
17 2.31 1.87 2.15 0.893 0.381 
18 3.31 3.80 3.49 1.952 0 . 0 5 9 # # 
1 9 3.65 3.80 3.71 0.607 0.548 
2 0 3.58 3.47 3.54 0.443 0.661 
21 2.81 3.13 2.93 1.281 0.209 
2 2 3.15 3.20 3.17 0.158 0.876 
2 3 2.15 2.33 2.22 0.588 0.562 
2 4 2.62 2.60 2.61 0.054 0.957 
2 5 3.04 3.27 3.12 0.804 0.427 
2 6 2 7 7 2.47 2.66 1.041 0.307 
2 7 2.65 2.27 2.51 1.299 0.203 
2 8 2.50 2.33 2.44 0.551 0.586 
2 9 3.42 3.87 3.59 1.628 0.112 
3 0 3.12 3.00 3.07 0.387 0.702 
31 3.46 3.40 3.44 0.248 0.806 
3 2 3.62 3.87 3.71 0.867 0.396 
3 3 3.92 4.40 4.10 2.341 0 . 0 2 5 # 
3 4 2.58 2.33 2.49 0.742 0.466 
3 5 3.65 3.87 3.73 0.909 0.370 
Table VI-1 The Mean Scores ofSurvey Responses (T-Test: # 95o/o significance,冊 90o/o significance) 
The mean score for each items generally indicates on average whether employees 
agree or disagree with the individual item. For instance, item 35 asks them whether 
they agree with the statement that the company should change after all. Here the 
overall mean score is 3.73. It means that on average employees are quite closed to 
agree with the argument that the company should change. In addition to the mean 
scores, Table VI-1 also indicates the result of two sided T-tests which was carried out 
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to statistically testify the significance of differences between the responses to the 
questionnaire o f G grade staffand MP grade staff. As depicted on this table, the mean 
scores of G grade staff and MP grade staff for questions 11 and 33 was proved 
different significantly with 95 percent confidence level, whereas the mean scores of 
these two groups of employees for questions 6, 13, 16 and 18 were proved different 
significantly with 90 percent confidence level. The interpretation of these findings 
will be discussed in the later sections. Moreover, in order to facilitate discussion, these 
mean scores has been transformed into bar charts and pie charts when required for 
reference. 
Discussion on Survey Findings 
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Chart VI-1 Survey Summary on Corporate Change Strategies 
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As depicted in the Chart VI-1, on average employees are relatively neutral to 
the argument that they understand and support corporate change strategies, and also 
understand the business environment of the company as a whole as well as the 
departments they are working with. That means top management has not been 
completely success in communicating the message to all the employees about why the 
company has to change and what to do to change the company to a better one. As a 
results, employees show resistance to the changes due to lack of understanding ofthe 
objectives for change and there is uncertainty in what should be done. For instance, 
the following chart show that around half of the people understand corporate change 
strategies. 
strongly Disagree 例 StronglyAgree 
^ ^ “ � I 二9% Disagree 
^ - ^ ^ - " " " " " ^ 1 ^ ^ ® ^ * ^ 
^ ^ ^ ^ ^ ^ ^ = " T ^ ^ 
i^^ J^ ^^ J^ ^^ ^^ ^^ ^^ ^^ ^^ ^^ ^^ ^^ |^ ^^ ^^ B^^ ^^ B^ ^^ ^^ ^^ ^^ ^^ ^^ ^^ ^^ ^^ ^^ J^ I ^^ 27% 
57% ^ * ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ g I __^^_<_><^->"-"*^"^^ *^"*^"^"^^  Neutral 
Agree "'""**^ ^^ ^^ ^^ MBI^ ^^ ^^ B^^ ^^ ^^ M^B^ *™™"^ ***"***"**********"" 
Chart VI-2 Survey Summary on Understand Corporate Change Strategies 
Although half of the employees consider that they understand and support 
corporate change strategies, it can be seen from the chart that, however, most of the 
employees disagree with the statements that the changes are beneficial to the company 
and the employees. In particular for the later, over 60 percent of the employees 
believe that the changes bring no benefits to them. The Chart VI-3 below shows the 
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overall response to the statement whether they think the changes are beneficial to 
them. 
S t ro n g ly A g re e „ . „ . 
S t ro n g ly D i s a g ree 
Agree o% 
1 2 /° ""»-<^«««™»«»»^_ 2 0 % 
_ . , . c r ^ ".,>成氏,对’? "•*•"^•^-"""^ 
r " ^ " ^ ^ ^ ^ ^ ^ ^ " ^ ^ S i i ^ i i i i i ^ i i f c 
_ L ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ] ^ m i i i m i i i i m ^ p 
N e u t r a l ^ " * * " * * * * - * * * < ^ < g g g g ^ ^ ^ ^ ^ ^ ^ m | | | | H ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ m ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ 
^ 4 1o/o 
Chart VI-3 Survey Summary on Believe Changes Beneficial to Employee 
As regards the participation of employees in general in the BPR project, on 
average employees feel that it is better to involve all levels of staff in the BPR project. 
However, in general they consider that employees are not sufficiently involved in the 
process o f the BPR project being implemented in their departments. After all, when 
they ask whether they believe that the company should be change, most ofthem show 
positive attitude. As depicted in the following Chart VI-4, over 70 percent of 
employees consider that the company should change. It appears throughout the 
company there is no doubt about this argument, but how fast and what actions for the 
changes do matter the employees instead. 
The above discussion are made based on the overall findings of the survey 
responses. However, it is worthwhile to take a look the responses of G grade and MP 
grade separately and make a comparison. Although the mean scores of MP grade staff 
is in general higher than G grade staff as depicted in the Chart VI-1, according to the 
T-test results the responses to the items for corporate change strategies of G grade and 
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MP grade staff do not different significantly, except that MP grade staff are on 
average are more agree with the arguments that the changes are beneficial to the 
employees and employees should be involved in BPR project. 
s t r o n g l y D i s a g r e e 
S t r o n g l y A g r e e 1 0 % ^ ^ ^ ^ ^ 2 ^ ^ 2 % ° ' ^ ^ 9 ^ ^ ^ N e u t r a l 
^ " ^ ^ " ^ ^ 
A g r e e 62% 
Chart VI-4 Survey Summary on Believe Company Should Change After All 
Corporate and Personal Culture 
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Chart VI-5 Survey Summary on Corporate and Personal Culture 
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Cultural values and norms of an individual and even the organisation have 
great influences on the acceptance ofBPR project and the success implementation of 
the new organisational structure. With an intention to understand the cultural values 
and beliefs of the employees, 13 questions in this questionnaire are dedicated for 
various aspects of corporate and personal culture. 
As shown on the Chart VI-5, on average employees believe that their jobs 
should be customer oriented. They also indicate that they are eager to take 
responsibilities, leam more skills, and accept power and make decision. As regards 
organisational structure, they feel that team work is more efficient. Concerning the 
implementation of the new structure, over half of the employees believe that the 
change is too drastic. On the other hand, most of them are willing to put effort in the 
BPR project. The following charts show that there is high proportion of employees 
possessing the aforementioned attitudes. 
s t r o n g l y D i s a g r e e 
no/ 7 0/ D i s a g r e e 
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Chart VI-6 Survey Summary on Believe Jobs Should Be Customer Oriented 
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Chart VI-7 Survey Summary on Keen To Leam More Skills 
It appears that their possessing of all these attitudes is beneficial to the 
implementation ofteam work structure. As discussed in previous sections, the success 
of implementing ofmatrix organisational structure relies heavily on the organisational 
and personal culture. It will never be effective to put a man in a new matrix structure 
without asking him to change his mindset from the previous bureaucratic work 
context. It is essential to have people who are proactive, good team player, customer 
oriented and willing to receive authority, in order to make the matrix structure run 
effectively. 
s t r o n g l y D isagree 
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Chart VI-8 Survey Summary on Eager To Take Responsibilities 
55 
Regarding corporate culture, would the responses of the employees show that 
the in general the organisation exhibits traditional bureaucratic management style. As 
revealed in the survey, the decision making is quite centralised and also there is 
insufficient degree of delegation of power. Also, most of the employees consider that 
their opinions are not respected by top management and the communication 
throughout the organisation is mainly top-down. There is also moderate mutual trust 
amongst people. All these prove the existing organisational culture make the 
organisation itself not quite ready for the adoption of new matrix organisational 
structure. 
In this category, the difference in responses of G grade staff and MP grade 
staffis not so significant. Nevertheless, according to the T-test results it is statistically 
confident to say that MP grade staff show stronger belief in customer orientation, has 
keener interest in learning more skills and believe team work is more efficient. 
In previous section, it is mentioned that, as put forward by Martinson (1996), 
Chinese culture would make BPR difficult to be exercised in Chinese community. His 
assumptions are Chinese managers do not like formal planning and setting up of 
business process. They also like to retain authority and status quo. Besides, drastic 
change is always resisted by Chinese people as it would create social disturbance and 
break the harmony which is paramount important in Chinese community. As for 
Chinese subordinates, it is quite common that they would refrain from taking 
responsibilities from higher authority and make decision. 
In this case, it seems that no all of Martinson's arguments apply. In such a 
large scale and well established company like CLP, the importance of planning and 
formal procedures have will been recognised. However, as revealed in the survey 
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findings, management in CLP shows strong bureaucratic characteristics such as top-
down communication, centralised decision making, rare real delegation ofpower, etc. 
It is believed that those managers would tend to maintain their authority and status 
quo, which would have negative impact to the BPR implementation. Regarding 
human aspects, attitudes of employees in CLP are quite different from what 
Martinson's encountered in his previous studies. Employees in CLP possess attitudes 
and beliefs like willing to take responsibilities and new skills, realising importance of 
team work and customer, etc., which contribute positively to the BPR exercise. 
Work Organisation and Operating Efficiency 
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Chart VI-9 Survey Summary on Work Organisation and Operating Efficiency 
Several simple questions have been asked in the questionnaire about the new 
matrix organisation structure and its operating efficiency, as compared with the old 
functional organisational structure. The survey responses show that the result of the 
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implementation ofthis new matrix structure is far from satisfactory. As depicted in the 
Chart VI-9, on average employees are relatively neutral in believing that the new 
process is more efficient, value and customer oriented. That means not many of them 
see that there is significant improvement in organisational performance. Also, around 
60 percent of the employees feel that there are not quite sure or not clear about the 
working procedures in the new structure and their own roles and responsibilities. 
Besides, there is insufficient of communication in the new working process. In 
addition, less than 20 percent of the employees consider that the productivity of the 
new organisational structure is better than before. The following chart shows 
employees views on the productivity of the new matrix structure. 
strongly Agree Strongly Disagree 
2% 2% Disagree 
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Chart VI-10 Survey Summary on Higher Productivity in New Working Process 
Although it has been shown in previous discussion and survey findings that 
this BPR case consists of quite a lot of positive ingredients such as top management 
commitment, well structured BPR process, right employees attitudes, etc., the 
outcome ofthe BPR project in terms of employee's perception as discussed above is 
not quite satisfactory. It is believed that one of the main reasons behind these results is 
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that this BPR project and the overall corporate changes have imposed very negative 
impact on the employee. The following section discuss this aspect in details. 
Impact on Employee due to the Change 
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Chart VI-11 Survey Summary on the Impact on Employee due to the Change 
For every successful changes, tremendous effort contributed by every persons 
involved in the change process are definitely required and utmost important. In this 
case, how the employee working in this organisation view their jobs and give their 
energy affect significantly the success and the effectiveness of the new organisational 
structure. It is insufficient to have all the employees who possess right attitudes for the 
matrix structure. It is critical to have their enthusiasm and effort in coping with all the 
difficulties envisaged in the change process. As a matter of fact, the success of every 
BPR projects relies much on the people themselves. In this survey, several questions 
regarding job satisfaction, morale, personal development, etc. have been asked and the 
responses are quite discouraging. 
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Chart VI-12 Survey Summary on Concem More About Job Security 
As shown on the Chart VI-12, on average employees are now highly 
concerning about their job security. Commonly people think the implementation of 
the new structure as recommended by the BPR team would result in manpower 
cutting or downsizing. They start to be afraid oflosing theirjobs. Consequently, it can 
be seen the morale amongst the employees of all levels is quite low. In particular for 
those MP grade staff, over 85 percent of them consider that the morale is worsening. 
Besides, responses to motivation, personal development and performance appraisal 
are quite moderate. In addition, less than 10 percent of the employees agree that they 
are now having a better post and there is better career opportunities, which means that 
most of the employees feel that their prospect is not so optimistic. The following 
charts show how these employees response to the questions relating to their personal 
feeling and development. 
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Chart VI-13 Survey Summary on Higher Morale 
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44% Disagree 
Chart VI-14 Survey Summary on Better Career Opportunities 
Without the momentum of employees to work, it is virtually not possible to 
expect any kind of organisation works efficiently and effectively. In this case, 
employee's job security concern, low morale, low expectation of future development, 
etc. altogether constitute a sluggish and slothfiil working attitudes. In some extreme 
cases, employees are concentrating on looking for a better job outside the company. 
There is no surprise that at this state somebody will not improve anything even he or 
she finds there is room. 
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CHAPTER VII 
SUGGESTIONS FOR IMPROVEMENT 
Having reviewed various aspects of this BPR project, some suggestions for � 
improvement are made in this section. These suggestions for improvement are two 
fold. First, suggestions are made for future BPR team reference when they carry out 
similar BPR project later. Second, improvement actions are suggested to enhance the 
effectiveness of the currently running matrix organisational structure ofED and NDD. 
Suggestions for Future BPR Team 
1. Before starting the BPR project, it is essential to make the people involved 
understand the change strategies and get their support. Top management has to show 
that there is urgent needs for the change and cultivate an organisational culture that 
people would believe change is beneficial to both the organisation and themselves. 
2. BPR team members should be selected from different areas including 
people of different discipline from the department to be changed, expertise in this area 
such as consultant if required, experienced personnel from previous BPR teams, and 
most importantly representatives of customers. Ideally, the team members should 
come from different working levels. They should posses positive attitude towards 
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BPR and have sufficient training regarding various aspects of BPR before starting the 
exercise. 
3. While it is essential to design a suitable organisation structure, the analysis 
of the basic steps of each working processes is equally important. By identifying the 
critical value steps, each working processes should be simplified and eliminated with 
non-valued added steps. Nevertheless, the new working processes should be aligned 
with the organisational structure. 
>, 
4. Other than management levels staff, operation to low levels staff should also 
be involved in the BPR project in an appropriate way. Their opinions on the operation 
of various working processes are definitely useful in re-designing these processes 
since they are the real master of the working processes. Senior managers may not 
aware of some minor operation problems which in fact in some cases are what lead to 
inefficient operations. Moreover, people would tend to accept the change when they 
have been involved as they would have more understanding on the strategies and 
rationale behind the change. 
5. Before implementing the new organisational structure or new working 
processes, the BPR team members should create a proper organisational environment 
and culture for change. For instance, before implementing the new structure, sufficient 
training on team building has to be provided for all the potential team members. Also, 
the new role and responsibilities of each individual have to be clearly stated and 
communicated to that particular person before putting him or her into the new post. 
On the other hand, potential implementation problems and barriers should be 
identified. In real life, most of the problems are due to resistance from people. It is the 
responsibility of BPR team members to take steps to eliminate such resisting forces as 
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far as possible well before the changes emerged. Those issues like how to eliminate 
people's uncertainty about changes, how to make people feel that changes is 
beneficial, how to motivate people in such a changing environment, etc. have to be 
addressed seriously. 
6. Employees commonly do not prefer drastic changes. It is better to initiate 
change in a department with a small scale change exercise such as re-engineering a 
particular working process, before any drastic re-organisation or other kind of changes 
taking place. Making use of this kind of pilot change exercise and the improvement ] 
i 
shown due to that particular change, management could cultivate a positive attitudes 
i 
amongst employee towards changes and lead the employees to support and accept the 
coming changes. This gradual way of implementing changes is particularly essential 
in Chinese community. 
Suggestions for Improving Effectiveness of the New Organisation 
1. As revealed in the survey, quite a lot of employees working in ED and NDD 
do not know very clear about their roles and responsibilities in the new organisational 
structure. In particular in management levels, some of the responsibilities and 
accountabilities are still vaguely defined. For instances, both the project team manager 
and mentor of a project team member will take care of his training and career 
development. Also they both with assess his performance and assignjobs to him. In 
addition, it is common that each project team managers will have different perception 
on his responsibilities and so act differently in similar cases. Therefore, a more 
complete and detailed guidelines on roles and responsibilities for each members on 
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each particular working process within the new organisation should be enacted and 
delineated clearly to all the members. Most importantly, all project team managers 
and home base managers have to stick to the guidelines to avoid ambiguous practices. 
2. It is useful to reduce numbers of project teams. In such case, there would be 
more project works of different scale and stage under the control of each project 
team. Project team managers could then be more flexibly allocate his resources to 
achieve economy of scale. On the other hand, team members could have wider 
exposure to different situation, which is beneficial to their personal development. | 
I 
3. More performance measurements are required in the new organisation 
I 
especially for the performance regarding quality. As discussed before, the current 
i 
performance indicators on budget, time schedule and manpower are nonetheless 
useful but not sufficiently to measure the overall performance of the output of the 
departments, in particular the quality of the output. For instance, the current indicators 
have no way to measure the how competent the project team is. Even though the 
project team can complete the project within budget and on time, it is not explicitly 
indicated that whether customers are satisfied with their performance or whether they 
have completed the project with minimum cost. It is therefore suggested to introduce 
some sort of customer satisfactory index and output quality index. These indices could 
be obtained by regular survey within the two project departments and involve the 
outside related parties or other quantitative indicators. 
4. In dealing with problems common to all project teams such as setting up of 
standard, it is recommended to form task force so that it does not required to get 
involve representatives from all the project team member. Also, this is one of the 
various ways which make full use of the team building spirit in completing special 
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task by creating synergy and collaboration between team members so as to achieve 
quality output and operating efficiency. 
5. One of the underlying reasons for forming project teams is that flexible 
allocation and effective use of manpower within a project teams could be achieved 
when people become multi-skilled. As such, multi-skill training of team members is 
substantially essential to the effectiveness of project team structure. Therefore, it is 
recommended to establish a long term strategies for multi-skill training. Questions 
、 
like what are the time frame and target for multi-skill training, what forms of training 
will better be employed, who will be responsible for overall design and monitoring of 
the training process and progress, etc. should be addressed seriously. Besides, there 
should be strong management commitment from different home base and project team 
managers for multi-skill training to sustain the momentum to pursue the goals of 
multi-skilling. 
6. Further continuous improvement task forces should be set up to analysis in 
depth each working processes. This could not only improve the existing running 
working processes, but also help cultivating people's feeling on understanding and 
supporting changes. Also, through participating this kind of exercise, people would 
have stronger feeling that changes are really beneficial to both the organisation and 
employees. Customer representatives are better invited to participate in these task 
forces as their input is important to the improvement in most of the cases. 
Encouraging reward and recognition should also be given to those outstanding team as 
a way to motivate employees. 
7. As indicated in the survey findings, communication in the new organisation 
should be enhanced in both directions between management and subordinates. 
6 6 
Positive response from management should be given to show their respect. More 
channels and forms of communication should be established to enhance open and 
effective information flow. Most importantly, mutual trust should be established 
although this is one of the very tough tasks of contemporary managers in such a 
changing environment. 
f 
I 
! 
i I 
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CHAPTER VIII 
CONCLUSION 
In view of its recent recessed growth of load demand and the potential 
changing in political and business environment, China Light and Power Co. Ltd has I 
initiated a series of re-organisation and business process re-engineering (BPR) | 
j 
i 
exercises in various departments, with the aim to sharpen the cost-effectiveness and 
i 
competitive strength of the company. In this paper, a study has been made on the ； 
effectiveness of one of the large scale BPR projects taken place in its Asset Creation 
I 
Team. 丨 
1 
The ACT previously adopted functional based organisational structure. ‘ 
Different individual branches such as plant equipment design, plant equipment | 
t 
installation, project programming and budgeting, etc. were responsible for their own 
parts involved in a project. It was deemed that such organisation makes it difficult and 
inefficient to manage as they were too many process steps and hand-offs, excessive 
checking and coordination, difficulties in overall control project cost and quality, too 
specialised expertise, etc. A BPR team had projects then set up to analyse the asset 
creation process and identify the best organisational structure and working processes 
for the ACT. After detailed study, the BPR team recommended a new matrix project 
team structure which was considered most suitable for the carrying out project works. 
6 8 
In the newly implemented home base and project team structure, home base managers 
are responsible for human resources management, engineering policies, procedures 
and standards, whereas project team managers are responsible for projects from 
inception to completion. This new organisation structure enables clearer assigned 
accountability for project cost, quality and timeliness to the project team managers. It 
also widens exposure and development for project engineers, enables more flexible 
resources allocation, facilitates better communication amongst team members, and 
provides stronger customer focus. 
In the course of carrying out the BPR project, the BPR team adopted a five | 
I 
steps approach: develop change strategy, focus preliminary issues, understand the j 
current situation, develop alternatives and recommend changes, and lastly 
I 
implementation. The overall BPR project apparently includes most of the essential 
1 
ingredients of BPR as pointed out by previous research studies in this subject such as ^ 
i 
strong top management commitment, clear change and well communicated changing | 
I 
strategies, having diagnosed existing processes and practices, benchmarking best | 
i 
practices, and re-design ideal processes based on the output, centralised information 
and customer orientation. In the perspective of organisational development, the 
adoption of matrix organisational structure, which focuses on output, simplified steps, 
customer orientation, team building, etc., help to overcome the red-tape problem and 
inefficient operation procedures under the previous bureaucratic organisational 
structure. 
As regards the impact of corporate and personal culture to the BPR project, it 
is noticed from the survey findings that employees basically accept the concept of 
using BPR technique to initiate change and improve operating performance. They 
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agree with the fact that team work structure is more efficient and their jobs should be 
customer oriented. Moreover, quite a large portion of employees show that there are 
willing to take responsibilities, make decision and leam more new skills. These kind 
of attitudes are positive to the implementation o fBPR project and corporate changes. 
Some of the concerns put forward by Martinson regarding cultural impact for BPR in 
Chinese community in certain extent do not apply to this case. However, as compared 
with those organisations in Westem countries，the implementation of BPR in CLP has 
still encountered some difficulties. For instances, people in the organisation generally 
prefer gradual change, rather than a drastic one. Besides, managers in top to middle 
j 
levels seemingly refrain from changing their status quo and remain their superior | 
authority and power. The survey findings also indicate that in the context superior and 
i i 
subordinate relationships, bureaucratic organisational features such as top-down 
communication, centralised decision making, low delegation of power, opinions of , 
i 
i 
subordinates not respected, etc. are still prevailing. ！ 
Generally speaking, the BPR project in this case seems not able to bring 
drastic improvement in performance to the organisation in short term. Significant 
improvement in operating efficiency in terms of process lead time and cost have not 
been recorded. Besides, as revealed in the survey findings, although most of the 
employees have shown their support to the overall changes, only around 50 percent of 
the employees believe that the new working processes are more efficient and less than 
20 percent of the employees feel that the productivity of the new organisation is 
higher. Also, it is generally perceived that there is insufficient communication and 
customer orientation in the new working processes even though the new team base 
structure is intended to put emphasis on these two areas. On the other hand, the 
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operating efficiency of the new organisation structure have further been diminished 
due to lack ofenergy and momentum from the employees to theirjobs. There is strong 
evidence that people now are commonly concerned much more about job security. 
Morale in workplace is generally low.For instance, less than 20 and 10 percent ofthe 
employee consider that they would have better future personal and career 
development respectively. 
In view ofthe above, it is suggested that for future BPR project to be carried in 
the company, the primarily concem of the BPR team should be getting people 
understand and support the change strategies and goals. It is also essential to get 
I i 
involved people from various levels and different areas including managerial and | 
I 
i 
operational personnel, customers, support service providers, etc. in the BPR project. ！ 
. I 
Besides, apart from re-design the organisational structure to suit the business 
environment, the BPR team should further work on the working processes, aiming at 
eliminate non-value-added steps and simplify the overall processes. On the other ‘ 
I 
hand, before implementing the proposed changes such as a new organisational 
structure, the BPR team should cultivate a proper cultural environment. Also, they 
need to identify potential problems and barriers like resistance from people and take 
proactive actions to address these problems. Ideally, in order to make the change no so 
drastic, a small scale change in particular work process is implemented first and the 
large scale change in organisational structure will then be implemented after getting 
people adapted to the changing environment. 
In addition, aiming for improving the efficiency of the new organisational 
structure, it is suggested to further clarify and communicate the roles and 
responsibilities for home base managers, project managers, and other employees to 
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avoid uncertainty and inconsistent practices amongst project teams and other home 
base ftmctions，which would results in inefficient operations. It is also recommended 
to reduce the numbers of project teams. With lesser project teams, the project team 
managers then would have more projects and resources on hand and so allocation of 
resources to different projects could be done more flexibly and efficiently. Moreover, 
team members could have more chance to be exposed to different project 
environment, which is beneficial to their personal development. Furthermore, a 
structural long term strategies for multi-skilled training should be established. Apart 
i 
I 
from job rotation training, formal training seminars are suggested to introduce ’ 
engineers with the fundamental knowledge of the areas other than his own 
background. On the other hand, although there has just been a large scale BPR 
exercise undergone in the organisation, continuous improvement effort should still be 
maintained. It is recommended to form task force, focus group, quality circle, etc. to 
focus on particular operational working process and suggest ways to improve it. The 
forming of these teams could not only improve the existing working processes, but 
also cultivate the employees with the sense of participating and contributing to the 
change process, which would eventually help people to accept and even support the 
overall changes of the corporation. 
In conclusion, a successful BPR project is hardly achieved when the people 
inside are neither support the BPR nor have sufficient momentum towards change. No 
wonder why every masters of BPR would address that dealing with people are the 
most hardest part of BPR. This is another real case showing that even though the 
company has good planning, skillfully conducted BPR process and brilliant 
recommendation for change, the result is still not satisfactory because of the people 
7 2 
involved. It remains the most difficult challenge to the management ofthe company to 
deal with those people, sharpen and motivate them so as to make the new organisation 
work efficiently and effectively. 
i 
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Appendix 7: The Sample Questionnaire 
Questionnaire on Corporate Changes and BPR Project 
Dear fellow colleagues, 
I am now carrying out an academic study on the effectiveness ofbusiness process re-engineering (BPR) 
projects in local organisations. This questionnaire is so designed to solicit opinions from those employees 
working in an organisation where BPR projects have been implemented. As we have recently experienced 
quite a drastic organisational structure change following a BPR project, I have selected our recent 
departmental changes as a focus of my research study. As such, I would like to obtain your views on some 
of the aspects regarding CLP changes and the new organisational structure being implemented in 
Engineering Department (ED) and Network Development Department QSfDD). 
It would be my honour to have your kind response. Please complete this questionnaire and return the 
completed questionnaire to "Mr. S.K. Chan, NDD, 6/F SSPo Centre" by intemal mail or in person. 
Anonymity and confidentiality of responses will always be maintained. Respondent is not required to 
show his/^er name on the questionnaire and can be assured that all information contained in completed 
questionnaires will be treated as highly confidential and solely used for the purpose of academic study. 
Thank you in advance for your encouraging response. 
S.K. Chan 
A. Corporate Changes and New Organisational Structure 
In this section, please indicate whether you are strongly agree, agree, neutral，disagree or strongly disagree 
with each ofthe statements by ticking the corresponding boxes. 
Strongly Strongly 
Disagree Disagree Neutral Agree Agree 
1. I understand the corporate strategies regarding • • • • • 
CLP changes. 
2. I support the argument put forward by top • • • • • 
management that the company requires drastic 
changes to seek for improvement in 
organisational performance. 
3. I understand the current and future business • • • • • 
environment of the company as a whole. 
4. I understand the current and future business • • • • • 
environment ofED and NDD. 
5. I believe that the changes currently introduced • • • • • 
are beneficial to ED and NDD. 
6. I believe that the changes currently introduced • • • • • 
‘ to ED and NDD are beneficial to employees. 
1 
80 
Strongly Strongly 
Disagree Disagree Neutral Agree Agree 
7. As compared with previous working process, • • • • • 
I consider the new working process simplified 
and eliminated non-value-added steps. 
8. I consider the new working process more • • • • • 
customer oriented than before. 
9. I und6rstand well the working process under • • • • • 
the new organisational structure. 
10. I understand well my role and responsibilites • • • • • 
under the new organisational structure. 
11. I believe that ourjobs should be customer • • • • • 
oriented. 
>• . ‘ 
12. I am eager to take reasonable risks in carrying • • • • • 
out my duties. 
13. I am keen to leam more skills of other • • • • • 
disciplines. 
14. I believe that the productivity ofED and NDD • • • • • 
is generally high after the change. 
15. I concem more aboutjob security after • • • • 口 
introduction of the changes than before. 
I 16. I am much more motivated to carry out my • • • • 口 
I jobs in the new organisational structure. 
I 
17. I feel in general the morale amongst people • • • • • 
working in ED and NDD is high after the 
change. 
18. I believe that team work structure is much • • • • • 
more efficient in carrying project works. 
19. I am eager to accept more power and new • • • • • 
tasks, and make decisions on my own under 
the new organisational structure. 
20. I would do what my boss asks me to do. • • • • • 
21. I believe that the new organisational structure • • • • • 
enables better personal development. 
f: i' 
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Strongly Strongly 
Disagree Disagree Neutral Agree Agree 
22. I am clear about how myjob performance is • • • • • 
evaluated. 
23. I believe that there will be good career • • • • • 
development opportunities in ED and NDD. 
24. I consider my post and role in the new • • • • • 
organisational structure is better than before. 
25. I find that decision making in ED and NDD is • • • • • 
highly centralised. 
26. I find that there is high degree of delegation of • • • • 口 . 
power in ED and NDD. 
^ 27. I consider that there is sufficient • • 口 ‘ ‘ 口 口 
communication channels for us to reflect our 
opinions to top management. 
28. I consider that my opinions are often • • • • • 
respectfully listened and seriously evaluated by 
top management. 
29. I consider that the communication between • • • 0 • 
superiors and subordinates in ED and NDD is 
primarily top-down. 
30. I believe that there is mutual respect and trust • • • 口 口 
amongst people working in ED and NDD. 
'： 
！ 31. I consider that the changes to ED and NDD is • • • • 口 
so drastic and hence it is better to have change 
slowly and steadily. 
32. I am willing to participate and contribute effort • • • 口 • 
in the BPR project so as to improve the working 
efficiency and effectiveness. 
33. I consider that it is better to involve employees • • • • • 
of all levels in the BPR proj ect. 
34. I consider that I have been sufficiently • • • • • 
involved in and contributed to the BPR project. 
35. Taking everything into account, I believe that • • • • • 
we should introduce changes. 
i n 
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B. Additional Comments 
Please provide below any of your additional comments regarding CLP changes and the new organisational 
structure being implemented in ED and NDD. 
^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ! ^ ! ^ ^ ^ ! ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ! ^ ^ ^ ! ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ • ^ ^ ^ ^ ^ ^ ^ • ^ ^ • ^ ^ • • • ^ ^ ^ • • • • ^ ^ ^ * " * ^ ^ * ^ ^ * " ^ " ^ * " * " * * ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ * * " ^ ^ ^ " • * " " • * " " • • • ^ ^ ^ * ^ ^ • ^ ^ • ^ * ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ • M M M ^ ^ ^ ^ ^ ^ ^ ^ ^ M I ^ ^ ^ B M M ^ ^ ^ ^ ^ H M ^ ^ ^ M ^ ^ H I M 
t 
< 
C. Respondent Particulars 
1. Age: • under 30 • 30 to 45 • Over 45 
2. Gender: • Male • Female 
3. Qualification: • Secondary school • Tertiary • Professional 
level and below institution 
4. Years of services in CLP : • 5 years or less • 5 to 10 years • More than 10 years 
5. Grading : • General(G) grade • Management & Professional(MP) grade 
-This is the end of the questionnaire. Thankyou.-
Please return the completed questionnaire to "Mr. S.K. Chan, NDD, 6/F SSPo Centre". 
!: 
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